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CHAPTER I 



INTRODUCTION 
Research Question 

This thesis will attempt to answer this question: What is in- 

volved in developing managerial potential and evaluating managerial per- 
formance of personnel in a decentralized Coast Guard organization? To 
arrive at an answer, the following subsidiary questions must be consid- 
ered : 

1. What is the correct organizational system and managerial 
philosophy necessary to develop managerial potential of personnel 
in the organization? 

2. What types of appraisal systems are utilized by government 
and industry? 

3. What are the inherent errors associated with the existing 
appraisal system? 

4. What approaches and what information are required to develop 
a new appraisal system? 

Assumptions and Areas of Investigation 
For the purpose of this thesis, personnel will be classified 
into two general categories. The first includes those individuals who 
have frequent personal interaction with their immediate superior. The 
second category is comprised of personnel who have limited interaction 
with their superior because of their position in a decentralized organ- 
ization. The areas of investigation will be concerned with the problems 
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ol personnel appraisal and development of an organizational system and 
management philosophy necessary to motivate personnel contained in the 
second category. 

dy the nature of its missions, the Coast Guard must be a decen- 
tralized organization. To render services assigned to the Coast Guard 
by federal statutes, the service has established field units that are 
physically distant from the next higher level in the organizational hier- 
archy. The individuals in charge' of these field units can be placed in 
category two since there is limited personal interaction with their 
immediate superiors. This thesis is appropriate because although the 
organizational structure of the Coast Guard has changed to meet increased 
demands, the organizational system and managerial philosophy needed to 
motivate these field managers has changed very little. 

Additionally, the appraisal system now in use permits evaluations 
to be based on impressions gained by limited personal interaction. This 
system tends to stifle motivation to use good managerial practices since 
the field manager knows his appraisal reports do not necessarily reflect 
his actual performance. This thesis will endeavor to develop a system 
that will permit the decentralized field manager to carry out his assign- 
ments in an environment that is conducive to maximum performance and to 
receive an evaluation that will accurately reflect his performance. 

Limitations on the Areas of Investigation 

In developing answers to questions in appropriate areas of 
investigation two difficulties were encountered. First, most literature 
concerning personnel appraisal and motivation is not directed specif- 
ically towards application in a military environment. Secondly, although 
personnel can be conveniently divided into two categories by the degree 
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theories of appraisal and motivation have 



nc he ■ " so 1 ; s ■> i " i ed . 

The Co,, i ' uard is a service organization. The service to the 
publ ,i ■ ; s rendered in large part by personnel in the decentralized field 
units. The individuals in charge of these field units must be motivated 
to develop proper managerial practices so that the public service is the 
most effective that can be established. The organizational system to be 
created may motivate the development of full managerial potential in both 
categories of personnel classification; however, the development is most 
critical in that part of the organization responsible for rendering public 
service which, by and large comprises the decentralized units. 

The difficulty of applying theories not specifically directed 
towards a military environment turned out to be relatively minor. Gen- 
erally, theories concerning organizational systems, management philosophy, 
and appraisal have been applied to the military situation with little 
modification. Some theories based on a profit motive are considered to 
be inappropriate in a military situation. However, substitution of 
efficiency for profit has application in some military organizations. 

Once the managerial practices are developed, the theories of 
appraising the personnel using these practices must be applied so as not 
to destroy the motivation to continue using correct managerial procedures. 
The appraisal theories may work equally well for either of the two class- 
ifications of personnel, but in this thesis the theories will be utilized 
to complement the organizational system and management philosophy in 



creating good management 



practices by field managers in category two. 
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Organization of the Paper 

Chapter II is concerned with a description of the current hier- 
archical structure of the Coast Guard and the problems inherent in such 
a structure. Problems arise from two sources. There are motivational 
problems due to conflicting desires made upon the field manager by 
various officers in the next superior organizational level, and because 
appraisals of performance do not always reflect the actual achievement. 

Chapter III discusses different managerial philosophies and the 
types of organizational systems associated with these philosophies. The 
philosophies of Douglas McGregor, Rensis Likert, Edgar Schein, and Chris 
Argyris are investigated. The organizational systems developed by these 
behavioral scientists and Gorden Lippitt’s existential approach to lead- 
ership are examined to determine the extent of their application by the 
mi 1 itary . 

Chapter IV examines the present Coast Guard evaluation system 
and some systems presently employed by non-military organizations. 

Errors intrinsic in the existing Coast Guard system are analyzed to 
determine if they can be eliminated or modified. New approaches to 
personnel appraisal are evaluated to ascertain their desirability for 
use in a military fitness report. 

Chapter V probes the appropriateness of various inputs to the 
Coast Guard appraisal system. Emphasis is placed on financial procedures 
however, work load measurements and appraisal by objectives are also 
considered. Recent Department of Defense innovations on resource util- 
ization and business profit budgets are investigated to determine 
applicability as inputs to the Coast Guard system. 
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Chapter VI consists of a summary and proposes revisions to the 
present Coast Guard organization and appraisal systems. The revisions 
are structured to be inter-related; however, each part of the total 
revision can be implemented at a different time. Additionally, a dis- 
agreement with one part of the proposal would not prohibit effecting 
those parts that are acceptable. 

Research Methodology 

The areas of investigation were determined by personal exper- 
ience of the author. The problems considered by the author to be im- 
portant were researched in various library sources. Preliminary con- 
clusions were made once sufficient research material had been collected 
and analyzed. 

Interviews were conducted with management personnel from both 
civilian and military organizations. There were two reasons for the 
interviews. One was to determine if the assumptions made by the author 
were valid, and the other was to decide if the conclusions and recommend- 
ations based on research data were logical. 



CHAPTER II 



BACKGROUND INFORMATION ON THE COAST GUARD 
Coast Guard Organization 

The Coast Guard combines operational and administrative functions 
in one command. The service has ’twelve major district offices which 
exercise control over a specific geographic area. The district offices 
contain five divisions organized in a functional structure. Within the 
operations and merchant marine inspection divisions, the organization is 
oriented along a program framework. Figure 1 depicts a district org- 
anization. Figure 2 illustrates the program-oriented organization 
within the operations division. The task of implementing the various 
programs falls upon the field forces. 

Field forces consist of lifeboat stations, cutters, aircraft 
stations, lighthouses, and merchant marine inspection offices. The 
growth of recreational boating and the subsequent increase of assoc- 
iated search and rescue missions taxed the existing organizational 
structure. To establish better supervision of the various units, an 
intermediate field level was established between the district office 
and the independent field commands. The group command exercises oper- 
ational and administrative control over several lifeboat stations, 
lighthouses, and cutters in a geographic area. 

In theory, the chain of command runs from the Commandant of the 
Coast Guard through the district commander, and group commander to the 



6 



District 

Commander 



< 




{ 



8 




c 

o 

• I— < 

-U 

N 

• I — * 

C 

ctf 

00 

W 

o 

c 

o 

• f—i 

V) 

» r-< 
> 
•i— < 

Q 

LO 

C 

o 

► r— 4 

JJ 

Ctf 

in 

a> 

a 

o 



oo 

£ 



9 



commanding officer of the field unit. However, the district commander 
usually delegates supervision of the field units to a division chief. 

This officer may further delegate this responsibility to one of his 
branch chiefs. In effect, operational control of field units, including 
group commands, is exercised by a staff officer two managerial levels 
below the district commander. Figure 3 illustrates both the theoretical 
and actual chains of command. 

Coast Guard Programs ^ 

Search and Rescue 

This program is concerned with the protection of life and prop- 
erty at sea. It requires the major allocation of resources, since all 
Coast Guard facilities are considered to have a search and rescue cap- 
ability. In recent years, the growth of recreational boating has placed 
a heavy demand upon existing facilities. Search and rescue activities 
and the facilities designated as having search and rescue as their pri- 
mary mission are controlled by the chief of the search and rescue branch 
of the district operations division. 

Aids to Navigation 

This program is designed to promote maritime safety on the high 
seas, coastal and inland waters. Facilities utilized for the implemen- 
tation of this program include lighthouses, light ships, LORAN stations, 
buoy tender ships and boats, buoys and other unattended markers. Aids to 

^Nei 1 F. Kendell, "The Problems of Allocating the Cost of Coast 
Guard ( Capital Outlays in the'Plann ing-Programming-Budget ing System" 
(unpublished MBA dissertation, The George Washington University, 1968), 
pp. 3-7, and pp. 43-50. 
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Fig, 3. Theoretical and actual chains of command. 




navigation facilities and activities arc controlled by the chief of the 
aids to navigation branch of the district operations division. 



Enforcement of Marine 
Law and Regulations 

This program covers a wide span of activities. The Coast Guard 
has often been called the government seagoing law enforcement agency. 
This means that the service has been designated to enforce all laws of 
the United States on any waters over which the federal government has 
jurisdiction. A majority of time is utilized in enforcing the motor 
boat laws. Virtually all Coast Guard facilities have some law enforce- 
ment functions. Law enforcement activities are controlled by the chief 
of the intelligence branch of the district operations division. 

Oceanography, Meteorology , 
and Polar Operations 

This program’s purpose is to gather oceanographic and meteor- 
ological information in the Pacific, Atlantic, and polar Oceans. All 
major Coast Guard cutters are engaged in this program. These activities 
are usually controlled by the chief of the district operations division. 

Merchant Marine Safety 

This program is to promote safety at sea by establishing stand- 
ards for ship construction, manning, and operation of United States 
registered vessels, licensing of merchant vessels and personnel and the 
investigation of maritime accidents. Due to the requirement for special 
knowledge, these activities are not controlled by the operations divi- 

t 

sion, but by the separate division of merchant marine safety. Usually 
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the requirement of special knowledge prohibits other general Coast 
Guard facilities from participating in these programs. 

Functional Missions 

The remaining divisions in the district organization support the 
operations and merchant marine divisions so that the various programs can 
be accomplished. 

Although the operations division is considered line, in some 
instances it exerts less control over the field units than some of the 
other district staff divisions. For example in operating funds adminis- 
tration, the engineering department controls four major maintenance funds, 

2 

while the operations division controls only one fund, fuel. The engin- 
eering division can influence the action of field unit commanding officers 
by varying the amount of funds that could be granted for maintenance of 
structures and vessels. 

Problems Inherent in the Present Organization 

Since there exists only limited opportunities for personal 
interaction between the superior and the field commands, evaluations 
tend to be based on impressions gained at two or three meetings. This 
is true even though there are many reservoirs of information in the 
district offices concerning group commanders and commanding officers of 
field units that could be available to the evaluating superior. 

The accepted principle of delegating supervision of the field 

2 

, U. S. Department of the Treasury, U. S. Coast Guard, The Manual 
of Budgetary Administration (Washington, D.C.^: Government Printing 
Office, July, 1962), pp. 1(11) - 1(12). 



13 



units to an officer two managerial levels below the district commander 
compounds difficulties in the situation. The officer who eventually 
supervises the field unit is usually a specialist in one program area. 

He will pay particular attention to the activities which fall within 
his area of specialization, and might not be aware of the other activities 
carried on by the field unit. For example, the group commanders are 
normally supervised by the chief of the search and rescue branch because 
their primary mission is search and rescue. However, most groups also 
have aids to navigation and law enforcement missions. Additionally, if 
tho group commander desires other than ordinary maintenance on the struc- 
tures and boats within the group, he must accede to the wishes of the 
chief of the engineering division. 

To whom does the field unit commanding officer owe his primary 
allegiance? Theoretically, as shown by Figure 3, he is responsible only 
to the district commander. However, he will probably give his allegiance 
to the staff officer writing his fitness report. The field unit com- 
manding officer usually has secondary missions controlled by other dis- 
trict staff officers. Here is the problem inherent in the organization. 
The commanding officer of the field unit may be motivated to perform all 
his missions and administrative functions to the satisfaction of the 
district staff officer supervising these missions and administrative 
duties. However, the desires of some of these officers may be in con- 
flict with the desires of the superior writing the field unit commanding 
officer’s evaluations. Since the field officer knows he is being eval- 
uated on limited information, he will attempt to give the evaluating 
officer only satisfactory inputs. With the possible result of performing 
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below his capability, the field officer will acquiesce to the desires 
of his evaluating superior. 

This is an illustration of the type of organizational system 
and appraisal procedures that does not motivate the field officer to use 
good managerial procedures. This thesis will attempt to offer remedies 
to modify this type of organizational and appraisal system. 
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